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MUNICIPAL WORK SIMPLIFICATION 


Hans te A 


“What is work simplification? What are the municipal functions to which it can be 


applied? What steps should be followed in adopting a work simplification 


Work simplification, or methods improvement, is a technique for improving 
ie job procedures by identifying and eliminating waste of time, equipment, material, 
_ Space, and human efforte In its simplest application it is the urge of virtually 
_ veryone who works, regardless of his position, to make his job more productive 
_ with less efforte More formally, work simplification is the general term applied 
to any systematic attempt to discover a more economical way of performing a task 
or getting work donee “Organized application of common sense" is a key element in 
the process, and supervisors are the key peoplee 


Elementary methods improvement comes naturally to many of the people who works 
But like other phases of work in this age of specialization, the logical steps for 
improving production while reducing effort and cost have been formalized into a 
set of principles and techniques that can be taught and learned. The methods are 
directed principally to supervisors, and applications to municipal work are limi- 
ted only by the imagination and vision of those who follow theme Purchasing, 
stock control, licensing, and tax billing; janitorial service, central garage 
operation, garbage collection, or street cleaning; office layout, records reten-= 
tion, duplicating services, and mail and messenger service -- these functions 
illustrate the scope of activities to which work simplification can be appliede 
The methods can be utilized as easily and profitably by small cities and on small 
operations as by large cities on sizeable operationse 


Work simplification involves a review of the present way of doing things, a 
check as to why it is done that way, and finally, a decision either that the 
current method can be improved or that it is the best that can be devised at 
presente. Officials may reasonably ask how, on top of everything else that em= 
ployees and supervisors are expected to know and do, they can be mado work simpli- 
fication=-conscious -- and why they should bese First, the natural inclinations are 
frequently present to be encouraged; second, the techniques can be readily taught 
in brief training courses; third, methods improvement should always effect worth= 
while economies and will often benefit employee morales 


An approach to work simplification can be readily developed within existing 
organizations, with some outside helps In the beginning each supervisor should be 
trained in the methods involveds Management policy should then encourage him to 
evaluate his unit in terms of the simplest and most economical means of accomplish- 
mente Ultimately, he should convey the methods and attitude to his associates, 
formally through training or informally through individual and group conferencese 
To provide the initial supervisory training, city officials may turn first to their 
state board for vocational education, second to their state university, and third 


to private management consulting firmse 
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example, the college of business administration at the University ofoe | 
Stren Ratan a seein business management service whose staff is equipped. — 
to render basic assistance in establishing work simplification programs, and fore 
mal on-the-job training courses can be provided for supervisors through the ree 
versity extension division. Similar facilities exist at other state universit rel 
There are also many firms and individuals, principally in large cities, who ey x 
engaged in management consultation and may be qualified to assist city officiele am 
with work simplification training programse : 


Training films and filmstrips can be obtained from university and private a 
film libraries and special sources listed in the bibliography at the end of this q 
reports To supplement training, city officials may provide a modest library for 
supervisors to usés Some suggested titles are listed in the bibliographys Work | 
simplification programs can be kept active by periodic conferences between the . 
chief executive and his department heads and between department heads and their 
associatese It is thus possible for any city to carry on work simplification to ~ 
some extents 


Some organizations should find it feasible to designate one or more memberg 
for special training. Local industries may cooperate in this respect by per=- 
mitting city employees to participate in their work simplification training ses- 
sions; and university courses are available for individuals who can be spared 
from their jobs long enough to attend (possibly a semester or quarter). Larger 
cities have found it essential to establish staff departments or sections spon= 
soring work simplification training as part of a well-organized management re= 
search programe This staff unit, or the small city individual who is given 
methods improvement responsibility, should undertake a two-fold program of (1) 
making or preparing work simplification studies and coordinating work simplifi- 
cation programs, and (2) training and assisting supervisors to make continuing 
studies of their own operationse 


? 
; 

Kansas City, Moe, and Long Beach, Calif., provide illustrations of two 1 
methods of organization. In Kansas City primary responsibility for work simplifie= © 
cation has been assigned to the research and budget department, a staff agency P 
whose director reports to the city managers Members of this department receive ' 
both on-the-job coaching in work simplification techniques and formal instruction 7 
in a training course developed and taught by a senior staff membere Approximately 
half the staff has completed a time-and-motion study course offered locally by a 
qualified industrial engineers 

In Long Beach the work simplification activity has been established as a part ] 
of the budget and management research division of the finance department rather ; 
than as a separate department reporting to the city managers An outside consul= ~— 
tant conducts the training of supervisorse This kind of organization is similar 
to that found frequently in general business in which supervisors individually ; 
carry the main responsibility, with guidance or assistance from the staff sections 
The Kansas City organization is common in industrial concerns, where methods im= — 
provement is the job of specialists. Each has advantages, but the Long Beach 4 
method will very likely be more readily adopted by small cities and those in which 
Supervisors are given a high degree of responsibility and autonomye 


No organization is too small to benefit from periodic study and improvement 
based on work simplification principles, nor to have an employee in the organiza- 
tion reasonably familiar with the methods of study and traininge In small cities 


— — 


; e "specialist" may be an administrative assistant or some other employee who 
(combines work simplification with other administrative aid functions such as those 
related to finance and budgeting and who obtains specialized assistance from a 
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ER ect ee 
goesrby university or a qualified consultante In general, the primary emphasis in 
work simplification should be on its application by supervisors,» 


2 


Success of the work simplification program will be directly related to the 
amount of support given it by the chief administrator. Improvement means change 
and frequently change in the method or location of worke Employees will be more 
receptive to change if they know the program is desired by the supervisory organi- 
his whole-hearted support, 


zation, right up to the city manager or mayore Lacking t 
_ improvements may become lost in a maze of delay, debate, 


ere and active or passive 
resistances 

hike 
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| Basic Principles Of Work Simplification 

L 


| There are four fundamental principles in simplifying work, applicable in any 
Size of city: activities should be (1) productive; (2) arranged to provide a 
‘smooth flow of work and a balanced workloads; and (3) kept as simple as possible, 
Fourth, active participation by all personnel involved in a methods improvement 
project is essential for its successe Each of these basic principles plays a part 


in every work simplification studye Omission of even one of them is likely to 
result in an unsatisfactory resulte 


1. Activities should be productivee "Productive" means contributing directly 


to the desired end results Nonproductive elements should be reduced to the mini- 
mums in almost every city, operations that are absolutely unnecessary are per- 
formed day after daye There are several reasons for this. Those responsible for 
originally planning the work were no more infallible than other mene In the judg- 
ment of a certain supervisor, an operation may have seemed necessary and he ordered 
it performede Regardless of the soundness of his judgment at the time, the opera- 


tion will continue to be performed until it is questioned and proved to be unnec- 
essarys 


A job may run smoothly for a number of years before a difficulty is encoun~ 
terede Because the difficulty must be overcome quickly, it may be easier to add an 
operation than to seek out and remove the causes The extra operation rapidly be- 
comes a part of the job routine and remains long after its cause disappears or is 
correctede Job instructions passed from an employee to his successor may be in- 
complete, causing the new employee to improvise and possibly to use several opera~ 
tions where one sufficed before. Searching analysis reveals these unnecessary, 


nonproductive elements of a job, and it is this kind of analysis which supervisors 
should be encouraged to employe 


2e Activities should be arranged to provide a smooth flow of work and a 
balanced workloade This means that essential work should be done in an orderly and 
logical sequence, and that bottlenecks, backtracking, and unnecessary delays should 
be eliminated. Frequently, when an existing sequence of work is reviewed criti-~ 
cally, it is found not the best possible sequences Unnecessary work is therefore 
being performede 


"Balanced workload" requires that each worker be given an optimum amount of 
work to do, neither more nor less than he can handle comfortably in the time 
allotted. It has been demonstrated that an employee facing an unduly heavy work= 
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becomes distracted, worries about getting the work out, and his production 
Sere Likewise, the average worker is happier when moderately busy than when 
searching for worke Keeping this balance is primarily a supervisory responsi- 
bility, and familiarity with work simplification methods makes it easier for the 
supervisor to see inequitieses 


Se Activities should be kept as simpe as possibles Curtailment of extra 
steps, reducing a job to its barest essentials, makes it easier to perform, to : 
teach, and to supervises Savings in time and human effort should result inevitably 
when this can be done, and there may be concurrent savings in equipment, materials ‘ 
or spaces Work simplification techniques enable a supervisor to recognize easier — 
ways of accomplishing tasks that are currently done the hard way, and to train 
his associates for similar recognitions Methods improvement should foster better — 
quality as well as improved productione : 


4e Active participation by all personnel concerned is essential for the 
success of a work Simplification projects Work simplification is not alone a 
Management program, nor a supervisors' programs Instead, it is a team program that 
depends upon the participation of all segments of the organization. A worker, to 
be at ease, must be convinced that the better and easier way of doing a job is, in ~ 
fact, a better and easier way for hime Otherwise it is not the best waye Before 
accepting a new method, the worker must either participate in developing the better 
and easier way, which in itself practically assures acceptance, or he must be sold — 
by the person who developed the new methode Considering all factors, participation 
is preferable to salesmanship in work simplificatione 


An order to change work methods, issued from the top without consultation or 
with insufficient consultation of those affected, may be inferred as personal 
criticism and result in resentment and oppositione While work simplification deals 
with methods, it is people who employ the methods and their good will == as well 
as their ideas -- is a valuable element in the methods improvement programe 

Resistance to job method changes may be occasioned by fear that the proposed 
improvement will jeopardize security as represented by current status, income, and 
tenures To forestall this kind of resistance, those responsible for work simpli- 
fication should use every occasion to point out its probable present and future 
values in terms of individual status, income, and tenures They should solicit 
suggestions and encourage full participation by the employees who will be affected 
by possible improvements. 


Kansas City,and Danville and Martinsville, Vas, are among the cities that use 
training to foster line participation in methods improvement. In Kansas City a 
tenehour work simplification training course for supervisors has been deve loped 
and conducted by the research and budget department (see "How To Improve Work 
Methods" in Public Management for January, 1953)e Materials presented in this 
course equip the supervisor for full participation in studies of his ow operations; 
they also pave the way for the work simplification specialist from the research 
and budget department to conduct his own investigations without meeting resistances 
In Danville and Martinsville two sessions of a 16*session course in supervisory 
techniques were devoted to methods improvemente In one session the method 
followed in improving garbage collection service by work simplification analysis 
was thoroughly discussed» 
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Methods of Work Simplification 


__ Work simplification studies can be divided into six stages or phases: (1) de« 

ning the objective, (2) preparing the personnel, (3) gathering and organizing 

_ the facts, (4) analyzing and improving the procedure, (5) preparing recommendations 

_ and obtaining approval, and (6) installing, following up, and adjustingse These 

_ steps overlap in many situations but the personnel concerned with methods improve= 
ment should make sure that every step is covered in every projects Operations 

involving only one or two people may be treated with complete informality; but in 

arge, complex jobs it will be desirable to outline and schedule each step in 

order to establish the cost of study and change in relation to anticipated saving se 


For example, in proposing to simplify water billing operations, the manager 

_ of a small midwestern city merely discussed the possibilities with his meter reader 
_ and billing clerk over a period of time and ultimately developed a very successful 
change; whereas, in a large city the work simplification specialist was called on 

_ to conduct an intensive investigation using work distribution, flow, organization, 

_ and process charts that are the tools of the formal methods improvement processe 


1, Defining the Objective. 


: This is the first step in any work simplification study and the foundation 

; upon which the remainder of the study will be basede In defining the objective the 

_ supervisor must determine in the following orders (a) the problem to be solved; 
(b) the desired result of the procedure being studied (if the need for a particular 

form, report, operation or file cannot be established, it may be possible to elimi- 

nate the entire procedure at this stage); and (c) the objective of the study, 

stated in broad terms. This step serves the two-fold purpose of limiting the sur- 
vey to the particular problem that has been causing trouble and of establishing the 
importance of the procedures involved in the jobe It guides the supervisor in 

_ budgeting the time he can devote to the project and discourages exploration along 

trails leading away from the major probleme 


“a 


2 Preparing the Personnels 


The supervisor should conduct his study openly and offer simple explanations 
of his aims and methodse He should solicit comments, ideas, and recommendations 
from clerks, laborers, and others who have been working with the current procedure 
for yearse They frequently have sound ideas for its improvement and will welcome 
an opportunity to present thems Every avenue of communication with employees must 
be exploited to keep them informed of plans and progresse In large agencies, in- 
formal meetings can be held with employees in units to be studiede Here, the de= 
partment head and the city manager can explain that the operation has been selected 


for studye 


If a consultant is engaged to make a survey and recommendations, it should be 
pointed out that he is to assist in making improvements which the employees would 
make themselves if they were not so busy with their regular tasks; that when the 

project is completed they should find their work easier and without the old bottle- 
necks and widely varying workloads; and finally, that none of them will lose their 
jobs as a result of the work simplification study» These meetings may be repeated 
periodically to report progress, to discuss study findings and recommendations, to 
prepare for the installation of the new, improved procedure, and to evaluate the 
operation of the final procedures 
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3e Gathering and Organizing the Factse 


A work simplification study cannot be based on rumor, opinion, or partial 
factse To gather the facts means to obtain all of the facts pertaining to the | 
operation being studiede When a supervisor does this on a job with which he con- % 
siders himself very familiar he needs to take special precautions to see the * 
actualities rather than what he may have come, through habit, to believe them to 
bee For example, he will need to determine how the work is received, quantities 
involved, what has been done to it before it arrives, whether the work is done at 
one place, who does it, what kind of equipment is used, and what other work the 
employee does» In gathering facts, the supervisor must answer the "Big Six" about 
every operations what, why, where, when, who, and how? Kipling called these his 
“six honest serving men" and they taught him all he knewe 


Numerous charts have been developed to assist in gathering and organizing 
facts for work simplification. Charts are used because they show clearly and 
objectively what would require almost unlimited words to desoribee Several of 
these charts are discussed briefly belowe Additional information about these and 
other aids can be found in the references listed at the end of this report, such 
as the Kansas City manual, “Municipal Work Simplification," by Graham Watt or 
"Putting Work Simplification to Work," by He Se Hall (Business Management Service, 
University of Illinois, Urbana)» 


The work distribution charte The first chart developed for methods improvée-= 
ment analysis is the work distribution charte This shows in one place all of the 
activities of a unit and the contribution of each employee to each activity. It 
also shows how much time is spent on everything that is done by the unite Study 
of this chart will enable a supervisor to determine the activities which should be 
given priority for work simplification analysise 


To prepare a work distribution chart, the supervisor must first obtain an 
“activity list't -- a statement of the activities or functions of his unit <= and 
individual "task lists," lists of each employee's individual tasks and the esti- 
mated number of hours spent per week on eache Activity lists are usually prepared 
by the supervisor himself. Task lists are prepared by individual employees and 
may be reviewed by the supervisor for accuracy and completenesse The task list, 
activity list, and work distribution chart are illustrated on the next pagee When 
man-hours listed in the work distribution chart are totaled horizontally for each 
activity, and vertically for each employee and all activities, the chart provides 
a clear and complete picture of the work of the unite 


The organization chart. Another chart used in work simplification is the 
organization charte This is a graphic representation of the arrangement and re- 
lationships of the subdivisions of an organization as they currently exists. These 
charts help to disclose organizational weaknesses such as confused lines of author- 
ity and responsibility, duplication of functions, inefficient allocation of per= 


sonnel, excessive span of control, and lack of intermediate supervisory levelse 


The method of constructing organization charts is well knowns A supervisor 
should not rely on existing organization charts without first reviewing them to be 
sure they reflect the actual organization and not a remote individual's conception 
of what the organization should bee 


ACTIVITY 


Solicitation 
and Recruitment 
of Aplicants 


Processing 
Requisitions 


Examining 
Applicants 


Fingerprinting 
Wew Employees 


Giving 
Promotional 


Examinations 


Maintaining 
Eligible 
Lists 


Anser ing 
Inqiries 


WORK DISTRIBUTION CHART 


Wilma Jeckson Jack Moody 


Clerk-Typ ist Personne! Assistant 
Write want ads 
Wait on counter 


Check old employee 
file 


Stamp in Requisition Check Requisition 
Keep Requisition 
Register 
Maintain Suspense Fle 


Type Fingerprint Fingerprint new 
forms employees 
Maintain fingerprint 
files 


M, Malody 


Principal Clerk 


Check Requisition 
Al locata 

Keep Requisition 
fies if On 
Make request for 
needed examination 
to provide names for 
certification 


promotional 
examinations 


ACTiviry LisT -. PE 


$ Clerk-Typist 


Type want ads 
Wait on counter 


Check old employee 
files 


Assist Miss Malody 


Operate PBX i 


' 
Le 


Supervise maintenance 
of Eligible and 
Promotional Lists 


Answer phone, letter, 
and personal in- 
quiries 


1 


Maintain Eligible 
and Promotional 
Lists 


Answer inquiries 


Daisy Hahn 
Clerk-Typist 


wait on counter 


Check old employee 
files 


Assist Miss Malody 


Maintain Eligible 
and Promotional 
Lists 


Answer inquiries 
Relieve on PBX 


ot 
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8 process charte Before the supervisor can properly evaluate a complete 


_ procedure, he must record the procedure step-by-step in detail, separating the 

_ complete job into its basic elements. He may do this mentally, or he may use a 
_ process chart to insure recording all the steps. The process chart (see illus- 
i 


tration) is prepared either by following materials, such as paper forms, through 
the entire procedure, or by recording the activities of employees as they perform 
-& routine activity, such as refuse collections 


The process chart traces and highlights work flow from employee to employee, 
dividing the procedures into their simple, individual details; it indicates clearly 
the preparatory, productive, and clean-up phases of the job; it results in a pic= 
ture which separates the job from its background and surroundings; and its con= 
densed form enables the procedure to be visualized in its entiretye Finally, the 
close observation required to prepare the chart assists the supervisor in devel- 
oping means of making improvementse Frank Gilbreth, who devised the process chart, 
said that it was not only the first step in visualizing a better way to do work, 
but was also useful in every phase of the analysis, even if existing conditions 
were apparently satisfactorye 


Briefly stated, the steps in making a process chart are: 


&e Deciding on the activity to be charted and making sure the job being 
analyzed is really the one intendede 


be Selecting a starting point and an ending pointe One person, item of 
material, or paper form should be followed throughout, to the exclusion of all 
otherss 


Ce Describing each step, no matter how minore When a step is doubtful, it 
should be included and each step should be given a number, A satisfactory process 
chart can be made only by actually following the item or person charted from start 
to finishes 


de Applying the proper symbol and connecting it with the previous ones», On 
construction of process charts see the manual of the Us S. Budget Bureau listed in 
the bibliographye 


The layout-flow diagrams The process chart is usually supplemented with a 
layout-flow diagrams This is a sketch of the working area showing the route of 
the item which is followed on the process charts. The layout-flow diagram is an 
added help in visualizing the proceduree By showing only travel and ignoring what 
happens to the item as it is moved from place to place, it may reveal unnecessarily 
long transportations and backtrackinge 


4 Analyzing and Improving the Procedure 


After the facts have been gathered and organized in chart form, the supervisor 
is ready to proceed with the fourth step, analysise Analysis is essentially a 
process of challenging the details of the present procedures 


Analysis of the work distribution charte The work distribution chart, showing 
all the activities of a unit rather than details of any particular activity, pro- 
wides the first check on the sufficiency and necessity of the work being donee 
Close study of each activity should reveal evidence of any misdirected effort Beno? 
much time spent on relatively unimportant tasks; more checking done than is justi- 
fied by normal or anticipated error; uneven work distributions 
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Next, the supervisor should review the work of each employee to evaluate the — 
proportion of time spent on each funotione He will relate these figures to what he 
knows about the employeee Are skills being utilized properly? Is the employee | 
working above or below his ability; is he doing the job he can do bests is he doing © 
too many unrelated tasks? (Tasks which differ frequently and widely result in 
waste motion, excessive fatigue, and "change-over time losse") Are tasks spread 
too thin? Too many employees contributing to a single activity results in bottle= 
neoks, interruption, inconsistent quality, and buckepassinge 


Analysis of work distribution in this way will quite possibly turn up ideas 
for combining, changing, or eliminating work assignments that will achieve more 
efficient and economical operationse It should also contribute the leads for 
determining which phase of the job can be most productively subjected to further 
work simplification analysise 


~~ 


If the operation has survived the previous tests, then an effort should be 
made to improve it or to simplify ite Simplification of individual operations 
usually is based on rearrangement of the work area to reduce waste motion, use of 
charts or equipment to eliminate mental calculation or hand labor, comparison of 
methods used by different employees performing similar tasks to determine the 
fastest or easiest way, and utilization of improvements developed in other studiese 


Analysis of the process charte Every step in the whole job should be chal-~ 
lenged, with the process chart as a guides Why is it done? Is it necessary? 
What is the worst that can happen if it is not done or if a record or report is 
not used at all? Next, the “do” operations should be challengede If these can be 
eliminated, many make-ready and put-away operations which are dependent upon the 
"do" may also be eliminateds Finally, each step of the procedure should be chal- 
lenged again, using the "Big Six": why, what, where, when, who and howe In the 
analysis, why is the key, for it reveals the reasoning behind the present method 
and may point the way to a new methods To assist in interpretation of the process 
chart, officials might use a standard guide such as those listed in the biblio- 
graphy at the end of this reporte 


Se Preparing Recommendations and Getting Approval 


When an existing procedure is made the subjeot of detailed study and analysis 
for the first time, improvements are almost certain to be uncoverede These should 
be reviewed and discussed by those in authority, to establish their feasibility, 
iron out difficulties, and pave the way for adoptions Ultimate action on these 
improvements may depend on the authority of the person uncovering them. If he has 
authority to require action, he quite possibly will do so without delaye If not, 
he will have to prepare convincing arguments = for his supervisor, if an employee 3 
for both employees and his own superiors, if a supervisor, and for the council if 
@® policy question is involveds 


When a staff agent or an outside consultant is used, he must establish a repue 
tation for making recommendations that are realistic, workable, and economical, and 
that account for lmuman equationse He should prepare straightforward reports that 
separate the sound from the impractical and largely dismiss the unsound without 
arguments Recommendations should be clearly and attractively presentede Brevity 
aie a notable virtue, and process charts of the "beforeand=after" type will be 
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‘Presentation of staff or consultant recommendations should be made in a 
meeting where they may be discussed, questioned, and examined by those who will be 
responsible for successful operation of the new system. In a small city such a 
formal presentation may be unnecessary, but thorough communication and evidence 
that the new method will be, in fact, better are still essential if department 
heads and others are to be convinced of the desirability of the proposed changes. 
Otherwise, the improvements may fail from sabotage or lack of support. 


“Ss Installation, Follow-up, and Adjustment 


iM 
Te 
B 


Once the recommendations are understood and accepted by all persons concerned, 
detailed instructions and forms should be prepared. The supervisor should next 
call a meeting of his associates to prepare for the changeovere If a consultant 
was engaged he should attend this meeting but he should participate only when 
called upon by the supervisor. This meeting will assure the consultant that the 


supervisor understands the new method thoroughly and is prepared to supervise its 


> 


operation. 


There are generally four methods for installing a new procedure: (a) partial, 


where only a part of the complete procedure is installed at one time; (b) pilot, 
where the complete procedure is established on a trial basis in one small unit of 
the organization; (c) simultaneous, where the new method is installed while the 
old method is maintained and is operated concurrently; and (d) instantaneous, the 
generally preferred method where the new procedure is installed to replace the 


old in its entirety. 


Which of these methods is selected will depend on complexity of the change, 
readiness of the personnel to accept it, availability of forms, material, or equip- 
ment, and certainty that the proposed changes will effect the improvements esti- 
matede For instance, a change from hand to machine billing of water accounts may 
be proposed, with billing on a quarterly instead of a monthly basis. If the 
machine is not immediately available and the operator will require some training, 
there can still be considerable saving in manpower and mail costs by changing 
immediately to the Quarterly billing basis while carrying on the method of hand 
billing until the machine is delivered and the operator is thoroughly acquainted 
with ite 


A pilot project might deal with changes in collection of garbage where the 
new method is started on a single route for a time long enough to determine its 
effectiveness and economy, to solve scheduling problems, and to plan for training 
personnel on the other routes in the new methode 


Few new procedures can be planned perfectly in advance and on paper. Per~ 
gonnel involved in a procedure which is to be modified should be trained for their 
new tasks, and once the installation is made they should be supervised closely, 
not only to correct difficulties that may appear but also to determine further 
possible refinementse An installation that is carefully planned and reviewed, with 
proper provision for training and retraining and with operation by employees who 
have been thoroughly prepared for the change, will require a minimum of adjustment 
once it has “shaken down" and employees have accustomed themselves to the new rou- 


tines 
In any case, as modifications appear desirable the supervisor should follow 


substantially the same steps as were involved in improving the original procedure-- 
defining the objective, preparing his people by consultation, gathering and 
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organizing the additional facts, analyzing them, and getting the necessary approv= 
alse These steps need not be as formal or detailed as the original study; but 
they should be developed fully enough to insure that no further modifications will 
be needed once the final changes have been madee 


Note: Most of the material in this report was prepared by Graham W. Watt, 
senior administrative analyst, Kansas City, Moe Careful review and helpful 
Suggestions were given by City Managers Camille D. Andre, Oak Lawn, Ille; Kent 
Matthewson, Martinsville, Vae; Carleton F. Sharpe, Hartford, Connes; Joseph Ae 
Warren, Jackson, Miche; and Finance Director S. M. Roberts, Long Beach, Calife 
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